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1-  Introduction 

The Service Delivery Improvement Plan (SDIP) is a strategic business plan designed 
to improve the status quo of the services using the available resources. The SDIP plan 
is an objective to meet the targets aspired to by the General Directorate of Baghdad 
Education/ Al-Karkh 3 since it is undeterminable, rather we just convert it into a set of 
targets that can be determined, measured, executed and accessed, and can also be used 
as a comprehensive strategy to provide educational service to students for all levels 
for both sexes within the Directorate’s geographic area particularly the primary level. 

SDIP is developed in cooperation with relevant departments, civil society 
organizations, international organizations, according to the pressing educational 
requirements like handling the abnormal increase in population, increasing knowledge 
and technological developments, and providing necessary supplies to enable the 
Directorate to achieve its short and long-term goals (strategic goals), and also to enable 
the directorate to develop a clear and specific vision for its management. 

The plan aims to improve the service to assess the Directorate’s performance in terms 
of developing the teaching and administrative staffs and providing the best school 
requisites and school buildings that would help provide the best services to the targeted 
categories. 

 

The plan has depended on two stages  

 First stage: Determining the infrastructure status and distribution of staff 
that would contribute in delivering educational services through primary 
schools spreading in the city. 

 Second stage:  Coming out with the SDIP to address the issues related to 
the service delivery performance and provision of immediate and long 
term solutions for the needs, if any.  

 
 
 
 
 
 
 
 
 
 
  
 
  

Executive Summary:- 



Service Improvement Plan for Baghdad education/ Al‐Karkh 3 – latest version 21‐2‐2915 

The analysis mechanisms used in reviewing the educational sector performance 
indicators in the provision of the service, in comparison with the national standards and 
preference according to the direct impact on the performance indicators to ensure the 
quality and continuity of the service and response to citizens’ complaints, have 
produced a set of key elements and provided immediate and long term solutions that 
would improve the educational service provided to the students by studying and 
analyzing the educational standards in terms of primary schools coverage and staffs 
working in them and extent of their readiness. The technical side includes paying 
attention to the school buildings and increasing their numbers through vertical 
construction to reduce dual shift attendance, overcrowding of students and achieve the 
best standard from the educational aspect with reconsidering the educational curricula 
and using the well-prepared technical and scientific bases in developing these curricula 
correctly and provide an environment for them to serve the educational process and 
provide modern technologies for the student like the internet, scientific programs, 
modern laboratories and libraries and teaching aids and providing school garden, pay 
attention to it due to its positive impact on their psychology, pay attention to the 
educational and teaching staffs and developing them in the right scientific and 
professional manner by conducting developmental courses to develop their knowledge 
and promote teacher’s good behavior, which in turn will reflect on the student's 
behavior. So, the teacher must have good manners, joviality, patience, tenderness and 
civilized style to make student love the school, keep researching, make conclusions and 
exploit his capacities in sporting events, artistic and literary activities. We must make 
reference to the need for follow-up by educational supervisors and specialists to ensure 
the performance quality of teaching staffs is a way that would push the educational 
process forward to reach the overall quality level and excellence. We propose creating 
an Award for quality and excellence in education for encouragement and motivation (at 
the level of department, manager, primary school and secondary school teachers and 
outstanding school), cancelling the school canteens and replacing them with school 
feeding, increasing class time and reconsidering the ministerial examinations through 
the exams being based on the Internet (as a futuristic view). 

 

 

 

 

 

 

 

Work phases in developing the service improvement plan 
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The General Directorate of Baghdad Education/ Al-Karkh 3, in cooperation with the 
USAID-funded GSP/Taqadum program has completed the Gap Analysis Model 
proposed by GSP/Taqadum to actively contribute to the gap analysis.  

This model’s importance in the delivery of services provided to the citizens lies in: 

1- Using the scientific technique in analyzing the elements causing the gap in the 
indicator of educational services in comparison with the standard; 

2- Identifying the priority for the elements impacting the creation of the gap in 
services through their power of impact. 

3- Developing immediate and long term solutions to handle the elements 
impacting the creation of gaps in order to reduce them; 

4- The analysis results that represent the immediate and long-term solutions will 
be inputs to prepare the respective service improvement plan in the city center. 
the field visits are tackled in the training approach of this plan as being one of 
the significant stages of developing this plan. 

Al-Karkh 3 Education Directorate has relied on the use of average data and 
information available at the Educational Planning Department within the primary 
education services, with a focus on the most vulnerable aspects in order to develop 
appropriate solutions to reduce or get rid of the gap and improve the services provided 
to citizens through immediate and long solutions. The appropriate use of the model 
will lead to accurate results helping to determine the right, realistic, and executable 
solutions in reducing the gap and improving the service in the city center. 

 Analysis of elements causing the gap in service delivery: 

It included 13 elements associated with one of the above service standards, which are 
relevant to the administrative, legal, financial and technical aspects. After the analysis 
has been completed, the weakness or deficiency in each element and the percentage of 
its impact on the gap were identified and eventually the elements having the most 
impact on the creation of the gas were chosen.  The Baghdad Education General 
Directorate/ Al-Karkh 3 has depended on such elements to develop immediate and long 
term solutions which would actively contribute in reducing the gap value and finally 
develop solutions for the elements having the most impact on the creation of the gap.   

 

 

 

 

 

  

Challenges and problems facing Al-Karkh 3 Education Directorate: 
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1- Human resources: 
The educational staffing is suffering from a lack of experience and competence, 
especially the middle leaderships due to lack of developmental courses and lack of 
some important specializations such as English, mathematics, and a problem plaguing 
most of the Education departments. 
The targeting in our plan is the primary education, so we will focus on it. We have 
noticed that some educational institutions are redundant and for most of the 
specializations, which led to an abundance of these staffs that has negatively affected 
the reality of education as well as a lack of staff in English language and educational 
guidance in comparison with other specializations. Also, there is some weakness in 
the efficiency performance of the teachers especially the graduates of institutes and 
teachers High schools, especially in the two Arabic and Islamic education classes. 

  

2- Financial problems related to: 
 

A- failure to provide job degrees to graduates of Education colleges and shortage of 
these cadres in some specializations, such as English and mathematics for secondary 
education 

B- Insufficient financial allocations for the provision of services and equipment that are 
commensurate with technological development, especially as regards laboratories, 
computer, languages, school laboratories, libraries and teaching aids. 

C The drafted budget is not commensurate with the requirements of the Directorate and 
the late arrival of the budget is causing confusion for disbursements. 

 

3- Infrastructure: 
Most of the school buildings especially the primary schools and all levels of education 
are suffering from a load in the numbers of pupils and students as a result of the 
unavailability of buildings compared to their numbers, thus making some schools 
double and triple shift schools as well as the lack of adequate space to be used for 
entertainment and recreation for pupils, and students particularly the sports 
playgrounds, painting halls, theater and green spaces. 
It must also be pointed out that some of the buildings are aging and ramshackle. Also, 
the Directorate’s building is not optimally qualified to absorb the employees and 
unfortunately we were not able to get the full numbers of these buildings as some of 
departments are located outside the building. 
There is also the problem of schools and institutes guards using some classrooms as 
accommodation for them, which has negatively impacted the educational process. 

4- Authorities: 
Weakness in the powers granted as no adequate powers have been delegated to school 
principals with the exception of granting the annual leave which is only (7) days for 
the staff working under the principal as well as political interference in all 
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administrative and educational operations facilities, related to appointments and 
transfers in addition to the weakness in the control processes as a result of the lack of 
sufficient administrative staffs and lack of expertise in this field as well as in relation 
to the service supervision and quality. 
 
Stepwise approach 

 
The SDIP involves the following questions  

1- Where we are now?  
2- Where do we want to be?  
3- How can we get there?  
4- How can we guarantee success?  

  
"Where are we now? 

The answer to this question requires a comprehensive and objective review of Al-
karkh 3 Education Directorate’s status quo. The educational indicators of the status 
quo are measured against the standard. The data we have can be obtained and 
converted into information and eventually into indicators so that we can achieve the 
target and use the programs and developed statistical systems like using: 

First: (SWOT analysis) by diagnosing the strengths, weaknesses, opportunities and 
threats. 

  Second- key performance indicators Analysis 

 These two techniques assist in understanding and summarizing the Directorate’s 
environment and performance. 

The SWOT analysis assists in specifying realistic, short, medium and long term goals, 
in order to: 

 identify the  weaknesses 

 identify the strengths 

 know the threats 

 know the  opportunities  

 Achieve the vision 

 

  
Analyzing and assessing the internal and external environment (SWOT) 
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Strengths: 
  
  

1. The presence of teaching staff filling the required need  
2. Having a good administration in the Directorate able to develop and track 
educational process 
3. The organizational structure is commensurate with the Directorate’s work 
requirements  
4. The presence of international organizations such as UNICEF and UNESCO 
supporting the educational process 
5. The existence of schools for the Distinguished and child-friendly schools 
teaching French Language and providing proper nutrition for pupils 
6. Holding of scientific, administrative and technical courses for educational cadres 
by taking advantage of specialized holders of post-graduate degrees  

 
 
 
 
 
 
 
 
 

  

Weaknesses: 
  

1. the (investment) budget intended for building modern schools is not suitable with 
the Directorate ‘s requirements 
2. Late arrival of investment and current budget each year. 
3. The lack of training and scientific courses held at the directorate due to 
insufficient allocations. 
4. scientific talents and  holders of higher degrees are not engaged in the 
development of educational work 
5. some traditional educational curricula are still taught, though they do keep pace 
with the latest world developments  
6. small number of schools, which is disproportionate to the significant increase in 
the number of pupils and students 
7. insufficient scientific and training dispatched to outside the country 
8. ineffectiveness of preparation and training department as required as a result of 
the unavailability of appropriate building to hold courses 
9. school principals are not delegated adequate powers and material capabilities to 
resolve some of the immediate problems without reference to the Directorate 
10. There is a shortage in some disciplines such as English language, mathematics, 
educational guidance and first grade teacher despite the presence of surplus in 
certain disciplines. 
 
 
 
 
Opportunities: 
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1. The possibility of increasing the financial allocation by the ministry or the 
Governorate and the allocation of funds for incentives and rewards to honor the 
employees and teachers, school administrators and students to activate the spirit of 
competition  
2. Coordination with the Iraqi universities to establish training courses  for teaching 
staffs and employees  
3. utilizing the modern technologies and the Internet in the educational process 
development 
4. taking advantage of the Arts and Sports classes for the purpose of activating the 
entertainment factor for the students to develop a love of participation 
5. taking advantage of existing libraries in schools and developing them to serve the 
educational process 
6. taking advantage of the oversight authorities for the purpose of evaluation and 
not for the purpose of the penalties and spotting the mistakes 
7. possibility of benefiting from the Parents-Teachers Assemblies to develop the 
educational process and civil society organizations in solving the problems facing 
the schools  
8. activating the festivals, competitions and artistic and sports activities carried out 
by the two Sports and school activities sections that develop the intellectual 
capacity of pupils 
9. possibility of deploying the child-friendly schools experience totaling 39 within 
our General Directorate’s sectors and make all primary schools friendly for the 
child due to the success of this experiment by our Directorate 
10. The possibility of coordination with the Municipality of Baghdad in some 
simple matters required by the school, for example, paving the entrances of schools 
and planting the gardens .... etc. 
11. the possibility of opening  specialized carpentry workshops in the field of 
maintenance and repair of desks and furniture 
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Threats: 
1. weak follow-up by administrative supervisors and specialists of the educational 
process as they are assigned investigations and verification jobs which are far from 
their original duties which are awareness, follow-up and evaluation 
2. High percentage of dropouts, as well as the presence of pupils who have not been 
enrolled yet due to non- activation of the Compulsory Education Law. 
3. lack of active contribution by school administrations in spreading educational 
awareness and scientific development 
4. Not choosing school administrations with educational competencies. 
5. Poor distribution of educational teaching staff due to the current circumstances 
since some of them cannot access those schools because of the restive areas. This 
would create a gap between one school and another. 
6. Some of the political parties are interfering in the educational process and using 
their influence and authority to achieve their interests away from the educational 
process, which affects the staffing settlement measures 
 
 

  
Conclusion: 

  
Paying attention to school buildings and to increasing their numbers in  vertical 
construction method to reduce double shift attendance and overcrowding of students 
and achieve the best standard from the educational aspect and reconsidering the 
educational curricula and using solid technical and scientific bases in the preparation 
of these curricula properly and providing an environment for students to serve the 
educational process and providing modern technologies for the student like the 
internet, scientific programs, modern laboratories and libraries and teaching aids and 
providing school garden, paying attention to it due to its positive impact on the 
student’s psychology, paying attention to the educational and teaching staffs and 
developing them in the right scientific and professional manner by conducting 
developmental courses and engaging them in business trips and dispatches inside and 
outside Iraq and contributing in creating the spirit of coherence and understanding 
between the student and teacher by using a style of civilized treatment away from 
violence, with follow-up by educational supervisors and specialists of the educational 
process to push it forward and be on track, creating an award for quality and 
excellence in education for encouragement and motivation for the distinguished 
department, manager, distinguished teacher and student, paying attention to sports 
and art activities, cancelling the school canteens and replacing them with school 
feeding, increasing class time during the academic year and reconsidering the 
ministerial examinations by the possibility to apply the exams on the Internet and 
computers within the futuristic view. 
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There is some important data specific to our Directorate including: 

1- Numbers of schools by attendance time:- 
 

Educational Level School attendance time 
One -shift Double shift Triple shift 

Primary  160 74 14 
Secondary  53 55 3 
Vocational  6 2 - 
Institutes  - 2 - 

Kindergartens  16 2 - 
Total  235 135 17 

 
 
 

2- School numbers by independence:- 
Educational Level School independence 

Original  Guest  
Primary  248 30 

Secondary  111 65 
Vocational  8 2 
Institutes  2 2 

Kindergartens  18 - 
Total  387 99 

 
 
 

  

 
 
 
 

3- Average number of pupils per classroom/primary level:- 
 

Educational level Average  
First  41 

Second  39 
Third  39 
Fourth  38 
Fifth  38 
Sixth  33 
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Type of service:- 
Summary of status quo of Baghdad Education Directorate/Al-karkh 3 with the standards 

# Standar
d 

District 
Kadhimiya 

Indicator  Gap  Recommendations  
Immediate 
solutions 

Long-term 
solutions 

1 Service 
coverag

e  

kindergarte
ns 

 
Number of 

pupils/ number 
of teachers 

40%  Increasing the 
teaching 

staffs 

 

2  
Number of 

children/number 
of classrooms 

54%  Increasing the 
numbers of 

classrooms by 
expanding the 
kindergartens 

spaces 

 
Building new 
kindergartens 

3 

Service 
coverag

e 

Primary 
education  

 
Number of 
pupils/ number 
of schools 

43%   
Placing 

caravans and 
renting 

buildings 

 
allocating 
lands to build 
schools and 
increasing the 
number of 
schools 

4  
Number of 
pupils/ number 
of teachers 

60% 
increa

se 

Re-
distribution 

of staffs 

Increasing the 
number of 

Mathematics 
and 

Educational 
Supervision 

materials 
5  

Number of 
pupils/ number 
of classrooms 

22%  Increasing the 
numbers of 
classrooms by 
building 
outbuildings 
for teaching 

Building 
additional 
classrooms at 
unutilized 
school yards 
or building a 
second floor at 
the school 

6  
 

Service 
coverag

e 

Secondary 
education 

Number of 
students/ number 

of schools 

8%  Increasing the 
number of 

schools 

Allocating 
lands to build 
schools 

7 Number of 
students/ number 

of teachers 

60% 
increa

se 

Re-
distribution 

of staffs 

 

8 Number of 
students/ number 

of classrooms 

21%  Increasing the 
classroom by 
adding new 
outbuildings 
for teaching 

 

9 Service 
coverag

e 

Vocational 
education 

Number of 
students/number 

of institutes 

20% 
increa

se 

  

1
0 

Number of 
students/number 

of teachers 

150% 
increa

se 

Distribution 
of staffs 

 

1
1 

Service 
coverag

e 

Teachers’ 
Preparation 

Institutes 

Number of 
students/number 

of institutes 

180% 
increa

se 

  

1
2 

Number of 
students/number 

of teachers 

120% 
increa

se 

Distribution 
of staffs 
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(long-term and short-term solutions) 

#  Standard  Order of element Immediate solutions Long-term solutions 
1  Kindergartens 

Number of 
kids 
Number of 
classrooms 

Financial 
issues 

3   
Seeking to provide 
contracts and daily 
wages to appoint 
teachers to contribute 
to solving the 
problem and plugging 
the deficiency in 
teaching staffs 

  
Providing job titles for 
new appointments on 
the permanent staffing 
for the required 
specializations 

2  Kindergartens 
Number of 
kids 
Number of 
classrooms 

Financial 
issues 

3  Providing funds 
required for building 
outbuildings to 
increase the 
classrooms at schools 

Providing financial 
allocations to purchase 
lands and construct 
larger-capacity schools 
or demolishing the old 
kindergartens and 
constructing modern 
larger-capacity ones 

infrastructure 3  Coordinating with the 
school 
administrations to 
provide space 
occupied for the 
classrooms for non-
educational purposes 
to increase 
classrooms and 
achieve the standard 

 
Building new teaching 
outbuildings at school 
yards or on lands 
belonging to the 
Education Directorate 

authorities 3  Delegating powers to 
school 
administrations to 
control the obstacles 
affecting the 
utilization of 
classrooms for non-
educational purposes 
and preventing other 
authorities from 
interfering in that 
work 

Delegating financial, 
administrative and 
technical powers to the 
director general to 
acquire lands, construct 
schools on them or 
building new 
outbuildings for 
teaching 

3  Primary 
education 
Number of 
pupils 
Number of 
schools 

Financial 
issues 

3  Providing financial 
allocations to 
purchase lands and 
outbuildings or 
demolishing old 
schools and 
constructing schools 
with larger capacities 

Providing financial 
allocations to purchase 
lands and construct 
typical schools with 
larger capacities or 
demolishing old 
schools 
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4  Primary 
education 
Number of 
pupils 
Number of 
classrooms 

Financial 
issues 

3  Providing financial 
allocations to 
construct new 
teaching outbuildings 

Providing financial 
allocations to construct 
expansions on school 
yards or building a 
second floor 

infrastructure 3  Coordinating with the 
school 
administrations to 
provide spaces 
occupied for 
classrooms and for 
non-educational 
purposes to increase 
the number of 
classrooms and 
achieve the standard 

Building new teaching 
outbuildings on school 
yards or on lands 
belonging to the 
education directorate 

5  Secondary  
education 
Number of 
students 
Number of 
schools 

Financial 
issues 

3  Providing funds 
required for building 
outbuildings to 
increase the 
classrooms at schools 

Providing financial 
allocations to purchase 
lands and construct 
typical schools with 
larger capacities or 
demolishing old 
schools 

infrastructure 3  Coordinating with the 
school 
administrations to 
provide spaces 
occupied for the 
classrooms for non-
educational purposes 
to increase 
classrooms and 
achieve the standard 

Building new teaching 
outbuildings at school 
yards or on lands 
belonging to the 
Education Directorate 

6  Secondary  
education 
Number of 
students 
Number of 
classrooms 

Financial 
issues 

3  Providing funds 
required for building 
outbuildings to 
increase the 
classrooms at schools 

Building new teaching 
outbuildings on school 
yards or on lands 
belonging to the 
education directorate 

Authorities 3  Delegating powers to 
school 
administrations to 
control the obstacles 
affecting the 
utilization of 
classrooms for non-
educational purposes 
and preventing other 
authorities from 
interfering in that 
work 

Delegating financial, 
administrative and 
technical powers to the 
director general to 
acquire lands, construct 
schools on them or 
building new 
outbuildings for 
teaching 
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 Analysis of elements causing the gap in service delivery: 

This included analysis of (13) elements related to administrative aspects, legal, 
financial, technical aspects. 
The Karkh 3 Education Directorate has studied these standards, reviewed the 
performance indicators against the standards, diagnosed areas of weakness, 
determined the value of the gap and provided recommendations that would 
contribute to improving the service delivery across the general directorate. The 
following table shows how to extract the gaps from the indicators study with the 
standards: - 

#  Standard   Indicator 
value  

Gap 
amount 

1- human 
resources 

2- financial 
issues 

البنى  -3
 التحتية

1  Kindergartens 
Number of 

kids 
Number of 

teachers 

60%  40%  There is a gap in 
the teacher 
staffing which 
needs to be 
increased by new 
appointments and 
provision of job 
titles 

Providing financial 
credit and job titles 
to handle the gap 

-  

2  Kindergartens 
Number of 

kids 
Number of 
classrooms  

46%  54%  -  Providing financial 
credit to increase 
classrooms by 
expanding the 
building spaces and 
adding new 
teaching 
outbuildings 

Eliminating 
the old and 
traditional 
buildings and 
providing 
spaces to 
construct 
typical and 
new buildings 

3  primary 
education 
Number of 
pupils 
Number of 
teachers 

No gap, rather 
there is an 

increase by 60%  

Re-distributing 
the staffs 
according to 
settlement and 
required 
disciplines 

-  In case 
buildings are 
provided, the 
increase in the 
teaching staffs 
will be 
absorbed and 
the double 
shift and 
overcrowding 
in the schools 
will be 
reduced 

4  primary 
education 
Number of 
pupils 
Number of 
schools 

57%  43%  -  Providing financial 
allocations to 
construct new 
schools with larger 
capacities and 
adding new 

There is a 
shortage of 
school 
buildings. 
There are 
schools that 
need to be 
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teaching 
outbuildings 

demolished 
and rebuilt to 
provide larger 
capacities 

5  primary 
education 
Number of 
pupils 
Number of 
classrooms 

78%  22%  -  Providing financial 
credit to increase 
classrooms by 
expanding the 
building spaces and 
adding new 
teaching 
outbuildings 

Eliminating 
the old 
buildings and 
providing 
spaces to 
construct 
schools with 
larger 
capacities to 
achieve the 
standard 

6  Secondary 
education 
Number of 
students 
Number of 
schools 

92%  8%  -  Increasing the 
numbers of school 
buildings by 
providing financial 
credit to construct 
new schools or 
purchasing lands to 
construct schools 
on them 

Eliminating 
the old 
buildings and 
providing 
spaces to 
construct 
schools with 
larger 
capacities to 
achieve the 
standard

7  Secondary 
education 
Number of 
students 
Number of 
teachers 

 
There is no gap 
but a 60% 
increase 

Re-distributing 
the staffs 
according to the 
settlement and 
the required 
specializations 

-  In case 
buildings are 
provided, the 
increase in the 
teaching staffs 
will be 
absorbed and 
the double 
shift and 
overcrowding 
in the schools 
will be 
reduced 

8  Secondary 
education 
Number of 
students 
Number of 
classrooms 

79%  21%  -  Providing financial 
credit to increase 
classrooms by 
expanding the 
building spaces and 
adding new 
teaching 
outbuildings 

Eliminating 
the old 
buildings and 
providing 
spaces to 
construct 
schools with 
larger 
capacities to 
achieve the 
standard 
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9  Vocational 
education 

Within the standard, with an increase over the status quo of the required 
service 

10 Teachers’ 
preparation 
Institutes 

Within the standard, with an increase over the status quo of the required 
service  

  

4- Supplies 5- capacity 
building

6- technical 
obstacles

7- authorities 8- coordination

- Requiring 
competent 
teaching staffs 
to plug the 
shortage in 
kindergartens 
 

- Delegating 
powers to the 
director general 
to cut the red tape 
ring and complete 
the administrative 
transactions and 
contract with 
competent and 
experienced 
parties 

Coordinating 
between the 
directorate and 
Governorate to 
achieve the 
required standard 

Providing to the 
classrooms 
supplies of 
desks and 
others 

- The available 
yards may not 
fit the 
kindergartens 
and built 
classrooms 
according to the 
required 
standard 

Delegating 
powers to the 
director general 
to purchase lands 
and transferring 
them to the 
Education 
Directorate  to 
construct school 
buildings on them 
 

Coordinating 
between the 
directorate and 
Governorate to 
achieve the 
required standard 

-  
The need to 
train the 
teaching staffs 
through 
dispatches and 
courses and 
making use of 
holders of 
higher degrees 

- Forming 
experienced and 
specialized 
committees to 
distribute the 
staffs fairly to 
serve education 

- 

Providing 
necessary 
supplies of 
desks furniture 
and others to 
schools 

-  
Available 
spaces may not 
be fir for the 
kindergartens 
and built 
classrooms as 
per the required 
standard 

 
Delegating 
powers to the 
director general 
to purchase lands 
and transferring 
them to the 
education to build 
schools on them 

 
Coordinating 
between the 
directorate and 
governorate to 
achieve the 
required standard 
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Providing 
necessary 
supplies of 
desks furniture 
and others to 
schools 

- Available 
spaces may not 
be fir for the 
kindergartens 
and built 
classrooms as 
per the required 
standard 

Delegating 
powers to the 
director general 
to purchase lands 
and transferring 
them to the 
education to build 
schools on them 

Coordinating 
between the 
directorate and 
governorate to 
achieve the 
required standard 

Providing 
necessary 
supplies of 
desks furniture 
and others to 
schools 

- Available 
spaces may not 
be fir for the 
kindergartens 
and built 
classrooms as 
per the required 
standard

Delegating 
powers to the 

director general 
to purchase lands 
and transferring 

them to the 
education to build 
schools on them 

Coordinating 
between the 
directorate and 
governorate to 
achieve the 
required standard 

Providing 
necessary 
supplies of 
desks furniture 
and others to 
schools 

- Available 
spaces may not 
be fir for the 
kindergartens 
and built 
classrooms as 
per the required 
standard

Delegating 
powers to the 
director general 
to purchase lands 
and transferring 
them to the 
education to build 
schools on them 

Coordinating 
between the 
directorate and 
governorate to 
achieve the 
required standard 

- The need to 
train the 
teaching staffs 
through 
dispatches and 
courses and 
making use of 
holders of 
higher degrees 

- Forming 
experienced and 
specialized 
committees to 
distribute the 
staffs fairly to 
serve education 

- 

Providing 
necessary 
supplies of 
desks furniture 
and others to 
schools 

- Available 
spaces may not 
be fir for the 
kindergartens 
and built 
classrooms as 
per the required 
standard 

Delegating 
powers to the 
director general 
to purchase lands 
and transferring 
them to the 
education to build 
schools on them 

Coordinating 
between the 
directorate and 
governorate to 
achieve the 
required standard 

    

  

9- political 
interventions 

10- system 
quality 

11- maintenance 
and 
operation 

12- security 
conditions 

13- logistic 
support

-   
Forming 
specialized 

-   
fluctuating 
security 

Coordinating 
with security 
and 
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committees for 
appointments 
according to 
actual needs 

condition may 
lead to some 
teaching staffs 
being willing to 
be transferred 
from hot spots to 
safe areas 

government 
authorities to 
provide 
security 

-   
Handling the 
issue of some 
school 
administrations 
using 
classrooms for 
other purposes 
like a kitchen, 
store or others, 
to use them as 
classrooms 

 
Periodic repairs and 
maintenance of 
classrooms 

fluctuating 
security 

condition may 
lead to some 

teaching staffs 
being willing to 

be transferred 
from hot spots to 

safe areas 

Coordinating 
with security 
and 
government 
authorities to 
provide 
security 

-   
In spite of 
increases in 
teaching staff 
members, the 
academic level 
is still weak

-   
On account of 
hot spots, it is 
difficult to 
provide staffs due 
to inaccessibility 
to such areas 

-  

-  Handling the 
issue of some 
school 
administrations 
using 
classrooms for 
other purposes 
like a kitchen, 
store or others, 
to use them as 
classrooms 

Periodic repairs and 
maintenance of 
classrooms 

 
Due to 
fluctuating 
security 
condition, it is 
difficult to 
construct schools 
in restive areas to 
achieve the 
standard 

 
Coordinating 
with 
competent 
authorities to 
provide spaces 
to build 
schools on 
them 

-  Handling the 
issue of some 
school 
administrations 
using 
classrooms for 
other purposes 
like a kitchen, 
store or others, 
to use them as 
classrooms 

Periodic repairs and 
maintenance of 
classrooms 

Due to 
fluctuating 
security 
condition, it is 
difficult to 
construct schools 
in restive areas to 
achieve the 
standard 

 
Coordinating 
with 
competent 
authorities to 
provide spaces 
to build 
schools on 
them 
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-  Handling the 
issue of some 
school 
administrations 
using 
classrooms for 
other purposes 
like a kitchen, 
store or others, 
to use them as 
classrooms 

Periodic repairs and 
maintenance of 
classrooms 

Due to 
fluctuating 
security 
condition, it is 
difficult to 
construct schools 
in restive areas to 
achieve the 
standard 

Coordinating 
with 
competent 
authorities to 
provide spaces 
to build 
schools on 
them 

-  Handling the 
issue of some 
school 
administrations 
using 
classrooms for 
other purposes 
like a kitchen, 
store or others, 
to use them as 
classrooms 

Periodic repairs and 
maintenance of 
classrooms 

Due to 
fluctuating 
security 
condition, it is 
difficult to 
construct schools 
in restive areas to 
achieve the 
standard 

Coordinating 
with 
competent 
authorities to 
provide spaces 
to build 
schools on 
them 

-  Handling the 
issue of some 

school 
administrations 

using 
classrooms for 
other purposes 
like a kitchen, 
store or others, 
to use them as 

classrooms 

Periodic repairs and 
maintenance of 
classrooms 

Due to 
fluctuating 
security 
condition, it is 
difficult to 
construct schools 
in restive areas to 
achieve the 
standard 

- Coordinating 
with 
competent 
authorities to 
provide spaces 
to build 
schools on 
them 

-  Handling the 
issue of some 
school 
administrations 
using 
classrooms for 
other purposes 
like a kitchen, 
store or others, 
to use them as 
classrooms 

Periodic repairs and 
maintenance of 
classrooms 

Due to 
fluctuating 
security 
condition, it is 
difficult to 
construct schools 
in restive areas to 
achieve the 
standard  

Coordinating 
with 
competent 
authorities to 
provide spaces 
to build 
schools on 
them 

  
  
 
  
  
  

Kindergartens 

Primary 
Education 

Secondary Educ. 

Vocational Educ. 

Teacher 

Preparation 
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Performance indicators: 

Taqadum project has been supporting the local government to improve the 
supervision and monitoring of service delivery to raise the level of services 
provided to the citizens by adopting measurable standards on a par with the 
civilized world countries. the table below shows some standards 

#  Field  Proposed standards 
1  kindergartens One teacher for every 18 kids 

One classroom for every 30 kids 
  
2  

  
Primary schools 

One school for every 360 pupils 
One teacher for every 30 pupils 
One classroom for every 30 pupils 

 3    
Secondary schools 

One school for every 450 students 
One teacher for every 25 students 
One classroom for every 30 students 

4  Vocational schools One school for every 250 students 
One teacher for every 12 students 

5  Teachers’ preparation 
Institutes 

One institute for every 350 students 
One teacher for every 15 students 

  
 

To complete the picture of the reality of service delivery in the education sector for the 
Directorate of Education/Al-karkh 3, Taqadum project has developed two types of 
standards, the first is quantitative and the second is qualitative and the targeted model 
was the primary education, as shown below: 
1. Quantitative standards: they are standards that can be quantified to determine the 
level of performance of the services and included four sets of standards: 
a. size of the building and number of school buildings 
B. number of administrative and teaching staffs 
T. Educational environment. 
W. efficiency of the education system 

     No. students/teachers              No. students/classes                 No. students/schools 

Standard 
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2. qualitative standards: they are standards that are not quantified but through field 
visits where the Directorate in cooperation with Taqadum project made visits to the 
district of Kadhimiya and Al-Hurriya, applying the qualitative measurement tool (Score 
Cards) developed by Taqadum project for the purpose of qualitative measurement of 
the services delivery. They included five sets of standards as follows: 
a. Infrastructure. 
B. Administrative and teaching staffs. 
T. Supplies and equipment. 
W. activities  
C. School Health  
 

 Quantitative standards 

 School building size standard: 
     

    it represents the appropriate school building size to accommodate 360 pupils 
provided that the school space is 5,000 square meters and the space of classroom 
is 48 square meters, which is supposed to accommodate 30 pupils according to the  
ministerial specifications, i.e. a typical school consists of ( 12) classrooms. The 
status quo of this indicator when visiting the targeted schools which are Abu Firas 
School in Al-Hurriya was 63% meaning that the gap was 37%, while the second 
school was the Imam Ali School (AS) in the Holy Kadhimiya where the indicator 
was 50.8% meaning that the gap was 49.2%. 

 

Elements causing the gap and extent of their impact: 

1) Human resources: No impact on the gap. 
2) Financial issues: the need to increase financial allocations within the investment 
budget and regional development budget for the purpose of building schools. The 
indicator’s impact on the gap is high. 
3) Infrastructure: There are some schools that need to be renovated because of their 
aging and also as a result insufficient land allocated to construction of schools, 
especially in the city centers, particularly in Kadhimiya. The indicator’s impact on 
the gap is high. 
4) Supplies: there is a need to increase the desks, blackboards and teaching materials 
in the case of increasing the number of schools. The indicator’s impact on the gap is 
medium 
5) Capacity building: the need to train engineering staff working on the project 
supervision. The indicator’s impact on the gap is low 
6) Technical obstacles: Poor designs prepared for building the schools, lack of a 
technical plan for the rehabilitation of schools and lack of good specialized companies 
that would contribute to speeding up the construction. The indicator’s impact on the 
gap is medium. 
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7) Authorities: no impact on the gap. 
8) Coordination: poor coordination between the Municipality of Baghdad and the 
Governorate, local councils and the Directorate, especially most of the financial 
allocations are within the regional development budget, and poor coordination with 
the Municipalities, the Directorate of Real Estates and Urban Planning departments 
for the purpose of speeding up the allocation of school lands. The indicator’s impact 
on the gap is high. 
9) Political interferences: interference in determining the location of schools by 
some quarters. The indicator’s impact on the gap is medium. 
10) Misuse of resources: no impact on the gap. 
11) Maintenance and Operation: poor ongoing maintenance of school buildings 
makes the life of these buildings shorter and there will be a need to demolish and 
rebuild the schools. The indicator’s impact on the gap is high. 
12) Security conditions: suspension of a lot of projects because of the security 
situation. The indicator’s impact on the gap is high. 

 
13) Logistic support: The indicator’s impact on the gap is medium 
14) Increasing number of displaced from the hot areas to the Holy Kadhimiya 
area led to a need to increase the numbers of schools. The indicator’s impact on 
the gap is high. 
15) it is evident from the explanation above that the following items have the 
highest impact on the gap: 
1) Financial issues 
  2) Infrastructure 
3) Coordination 
  4) Maintenance and operation 
  5) Security conditions 
  6) The displaced  
 
 
 

# 

order of basic 
elements( which 
have been 
assigned score 3 ) 
which contribute 
in reducing the 
gap value 
according to 
priority 

Immediate solutions Long-term solutions 

One school 
for every 360 
pupils 
 

Financial issues 

Providing funds to 
purchase or rent 
residential houses or use 
them as schools  

The need to increase the 
financial allocations related 
to school building, 
rehabilitating the unfit 
schools by increasing the 
size of allocations in the 
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regional development 
budget, increasing the 
allocations related to 
building maintenance from 
the operating budget and 
finding laws and rules that 
would facilitate the process 
of disbursing the amounts 
away from complexities  

Infrastructure  

Using caravans as a 
temporary solutions until 
schools are built in areas 
that need proper schools 
in addition to 
accommodating the 
increasing numbers of the 
displaced in the existing 
schools 

Purchasing land plots and 
allocating them to build 
schools on them and 
building school compounds 
outside the cities and 
providing means of 
transport to take the pupils 
to these compounds 

Maintenance and 
operation 

Purchasing raw materials 
for maintenance (electric 
appliances, sanitary 
wares, paints and glass) 
to be distributed to school 
administrations to do 
maintenance works. 

 

Maintaining all the schools 
and educating the school 
administrations and pupils 
on the need to maintain 
these buildings 

  
  

 
 
 

Coordination  

 
 

Coordinating with the 
NGOs to support the 
directorate and supply 
caravans to be used as 
alternative schools to 
plug the gap. 
Forming committees to 
speed up finding solutions 
to the problem of 
acquiring lands in 
coordination with the 
Governorate, urban 
Planning, Municipalities 
and State’s Properties. 
Forming a committee to 
streamline the 
procedures for donating 
the lands by the citizens. 

Coordinating with the local 
government on the need to 
instruct the relevant 
departments to facilitate 
delivering the lands 
allocated to educational 
purposes against acceptable 
amounts 
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 Indicator for the average classroom size proportionate with the number of 
pupils (one classroom for every 30 pupils) 

 For the standard (one classroom for every 30 pupils) the indicator has been calculated 
which is 60% and the gap is 40% relative to Imam Ali School. As for Abu Firas Primary 
School the indicator was 85.7%, signifying an urgent need to build schools or expand 
some of them by adding more classrooms to reduce the existing load on the schools. 
Accordingly, the financial allocations must be increases, whether in the investment plan 
or the regional development plan to build schools and bridge the gap. 

 

Elements causing the gap and extent of their impact: 

 Human Resources: No impact on the gap. 

  Financial issues: the need to increase financial allocations within the 
investment budget and regional development budget for the purpose of 
building schools. The indicator’s impact on the gap is high 

  Infrastructure: The presence of a number of devastated and exploded, with 
most of schools damaged as a result of aging and insufficient land allocated 
to the construction of schools, especially in city centers. The indicator’s 
impact on the gap is high 

 Supplies: there is a need to increase the desks, blackboards and teaching 
materials in the case of increasing the number of schools. The indicator’s 
impact on the gap is medium 

 Capacity building: the need to train engineering staff working on the project 
supervision. The indicator’s impact on the gap is low 

  Technical obstacles: Poor designs prepared for building the schools, lack of 
a technical plan for the rehabilitation of schools and lack of good specialized 
companies that would contribute to speeding up the construction. The 
indicator’s impact on the gap is medium. 

 Authorities: no impact on the gap. 

 Coordination: poor coordination between the Municipalities, the Directorate 
of Real Estates and Urban Planning departments for the purpose of speeding 
up the allocation of school lands. The indicator’s impact on the gap is high. 

  Political interferences: interference in determining the location of schools 
by some quarters. The indicator’s impact on the gap is low. 

  Misuse of resources: no impact on the gap. 

  Maintenance and Operation: poor ongoing maintenance and repair of school 
buildings makes the life of these buildings shorter and there will be a need to 
demolish and rebuild the schools. The indicator’s impact on the gap is high. 

  Security conditions: suspension of a lot of projects because of the security 
situation. The indicator’s impact on the gap is high. 
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 Logistic support: scare means of transport to transport the staffs, engineers and 
those working on the construction of schools The indicator’s impact on the gap 
is medium 

 Others (Displacement and forced migration): The Increasing number of 
displaced to the areas led to a need to increase the numbers of schools. The 
indicator’s impact on the gap is high. 

 it is evident from the explanation above that the following items have the highest 
impact on the gap: 

1) Financial issues 2) Infrastructure 3) Coordination 4) Maintenance and operation 
5) Security condition 6) others (Displacement and forced migration)  

  

standard 

order of basic 
elements( which 
have been 
assigned score 3 ) 
which contribute 
in reducing the 
gap value 
according to 
priority 

Immediate solutions Long-term solutions 

One school 
for every 360 
pupils 

 

Financial issues 

Providing funds to 
purchase or rent 
residential houses and use 
them as schools  

The need to increase the 
financial allocations related to 
school building, rehabilitating 
the unfit schools by increasing 
the size of allocations in the 
regional development budget, 
increasing the allocations 
related to building 
maintenance from the 
operating budget and finding  
disbursement laws and rules 
and providing announced 
accounting statements 

Infrastructure 

Using caravans as a 
temporary solutions until 
schools are built in areas 
that need proper schools in 
addition to accommodating 
the increasing numbers of 
the displaced in the 
existing schools or renting 
a building 

Purchasing land plots and 
allocating them to build 
schools on them and building 
school compounds outside the 
cities and providing means of 
transport to take the pupils to 
these compounds 
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Maintenance and 
operation 

Purchasing raw materials 
for maintenance (electric 
appliances, sanitary wares, 
paints and glass) to be 
distributed to school 
administrations to do 
maintenance works. 

  
 

Maintaining all the schools 
and educating the school 
administrations and pupils on 
the need to maintain these 
buildings

  
  

 
 
 

Coordination  

Coordinating with the 
NGOs to support the 
directorate and supply 
caravans to be used as 
alternative schools to plug 
the gap. 
Forming committees to 
speed up finding solutions 
to the problem of acquiring 
the lands in coordination 
with the Governorate, 
urban Planning, 
Municipalities and State’s 
Properties. 
 Coordinating with all the 
provincial departments to 
form a committee to 
streamline the procedures 
for donating the lands by 
the citizens 

Coordinating with the local 
government on the need to 
instruct the relevant 
departments to facilitate 
delivering the lands allocated 
to educational purposes 
against acceptable amounts 

 
 Administrative and teaching staffs indicator 

 

 Administrative and teaching staffs 
  

 Teaching environment standard 
 

This indicator represents the adequacy of the administrative and teaching staffs to 
perform the educational service provided that one teacher is for every 30 pupils and 
one principal and one or two assistants and administrators. When measuring the 
number of these staffs, it was established that the indicator was 175% meaning that 
there is a large surplus of these staffs whether the educational or administrative. 
 
• Educational environment indicator (one lavatory for every 50 students): We 
found that the value of the indicator in Abu Firas school was 20% and in Imam Ali 
School was 27.2% 
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• Teaching environment indicator (one water faucet for every 50 students): We 
found that there are only (2) faucets in Abu Firas School and (7) faucets in Imam Ali 
School. 

 
 The efficiency of teaching system 

 
• Teaching system efficiency indicator (repetition and dropout): lack of 
data on the indicator led to the indicator not being calculated. 
• Teaching system efficiency indicator (enrollment): We found that 
enrollment indicator in Imam Ali School was 71.5%; while in Abu Firas 
School it was 70.5%. 
 
• Qualitative standards 
1. Infrastructure 
2. Administrative and teaching staffs 
3. Supplies and equipment 
4. Activities 
5. School Health 

"Where do we want to be? 

Vision of Al- Karkh Education Directorate: 

Building an education system that would achieve excellence, perfection and quality 
by investing in human resources and available opportunities and enhancing the ability 
for researching and learning, ensuring the contribution of citizens in building a 
renewed knowledge-based economy that would contribute to achieving sustainable 
development, and raising the standard of living for the citizen, as being the safe way 
to meet the challenges 

Message of Al-Karkh 3 Education Directorate: 

Developing and managing an educational system focused on excellence, perfection, and 
inclusiveness, and investing in human resources enjoying a good capacity of scientific 
talent and creating the spirit of competition and creativity strongly and effectively, and 
contributing to the development of the knowledge-based economy 

Based on the information gathered in the gap analysis and based on the standards we 
can develop and clarify the goals and objectives of Al-Karkh 3 Education Directorate, 
derived from the Directorate’s above mission and vision. There should be an agreement 
on performance standards and targets, which fall under the name of SMART (specific, 
measurable, achievable, realistic and time-bound. 
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Objectives of Al-karkh 3 Education Directorate: 

1-  Seeking to raise the standard of education and teaching for students at all 
levels 

This comes from: 

- Working to introduce modern scientific techniques such as smart whiteboard, 
computers and data show in education to contribute to the development of the 
curricula and the use of modern educational aids and scientific programs and 
electronic search reports via the Internet and CDs,  which contribute to raising 
the academic level of the students, and will enable us to achieve the target by 
10% during 2015 

- using the school feeding system by scientific method and under the supervision 
of competent authorities, instead of the school canteens due to the existence of 
health problems, in coordination with the School Feeding Division and School 
canteens Division and this will help us achieve the target by (10%) during this 
year 

-  Ongoing updating of curricula and developing them on a regular basis in order 
to contribute to keeping pace with scientific development which will enable us 
to reach the target by 15% during the next two years 

- Exploiting the summer recession times to open employment and  vocational 
training centers voluntarily and encouraging incentives to students in all fields 
of scientific, artistic, technical and managerial aspects to exploit and polish the 
talents of students during this period in a sound scientific and practical manner 
under the supervision of professors and taking advantage of youth forums of the 
Ministry of Youth and Sports, as we need to open (2) centers in the district of 
Kadhimiya and Al-Hurriya, and this will help us to reach the target by 10% this 
year 

-  Working to conduct scientific recreational trips during school time and 
intensifying them thoughtfully at the rate of one scientific trip a month, enabling 
us to reach the target by 5%. 

-  Raising awareness for pupils and students who drop out of study for the purpose 
of attracting them toward education and accelerated learning and anti-illiteracy 
centers and spreading awareness in this regard as well as the phenomenon of 
repetition. This will enable us to reach the target by 10% and this is done 
through the use of educational television or holding seminars in this regard for 
pupils and parents at the rate of one symposium a month during this year 

- Educating the teaching staffs on the learning policy owners the art of dealing 
with students in a high literary style away from tensions and violence, which 
will help us to reach the target by 5%. 
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-  Intensifying the oversight role of schools and teaching staff by increasing the 
numbers of educational supervisors and specialists urging the supervisors to 
perform their role scientifically and soundly and that the role of supervisor is 
the critical friend rather than an inspector for errors and that their visits be at a 
rate of (5) schools a week to enable us reach the target by 10 %. 

-  Avoiding the educational curricula about political and sectarian topics and 
themes that are not suitable with the educational process. 

-  Educating the students on engaging themselves in extra-curricular activities in 
schools and establishing specialized centers for that and opening art and 
scientific exhibitions and promoting  the scientific research and to encourage 
them to be engaged in those matters in a tangible manner and that the focus of 
festivals is the educational process development and to develop his knowledge 
(how does he think and how he solves the problems, self-confidence, how to 
take a decision and love of cooperation) and that these activities are conducted 
monthly to help us achieve the target by 5%. 

- Contributing actively in opening scientific laboratories and workshops in 
schools and opening libraries and providing them with various scientific 
instruments and materials required by the laboratories and workshops, and 
diverse scientific and literary books. Here we emphasize the necessity of having 
one library in each school containing educational and scientific books that can 
be taken advantage of by the student in developing his scientific talents and to 
help us achieve the target by 10%. 

- opening listening laboratories for Arabic and English languages and focusing 
on memorizing the English vocabulary and sentences and how to pronounce 
them to take advantage of that language in a scientific manner away from the 
rules previously used as this would contribute to developing the student’s 
language skills., which will enable us to achieve the target by 5% 

- - Emphasizing the role of educational counselor at the school in resolving the 
problems experienced by students with the allocation of a room within the 
school building, which will enable us to reach the target by 5% this year 

2-  Building and developing the educational institutions 

This comes through: 

- Breaking the double and triple shift attendance system at schools. 

- Breaking the overcrowding of students in one classroom with the need for 
adopting the standards in preparing students in the classroom. 

- Increasing the teaching time (number of hours of study during the school year). 

This comes through: 



Service Improvement Plan for Baghdad education/ Al‐Karkh 3 – latest version 21‐2‐2915 

- Working to increase the  large- capacity school buildings for various levels of 
study  

- orientation toward vertical building for schools to increase the number of 
classrooms without exploiting the schools’ spaces,  renovating the old school 
buildings through demolishing and rebuilding them vertically in accordance 
with a modern design, and eliminating the mud buildings and schools as well 
as tending toward development taking place in the multi-storey school 
buildings with small capacities in developed nations, and coordinating with 
government agencies and other ministries for the purpose of contributing to 
obtaining land to allocate for educational purposes to build schools on them 
since the Ministry of Education lacks ownership of land allocated for the 
construction of schools, especially in the city center, in coordination with the 
government and relevant departments for the purpose of facilitating the 
farmland donation process and converting the category of the land plot from 
agricultural to educational to contribute to the construction of school 
buildings, especially in remote areas, villages and rural areas as we, in the 
light of the data we found, need to build at least 15 schools annually and the 
need to use the light structure construction as it is easy to implement and 
deliver the schools in six months only. This will enable us to reach the target 
90%. 

- - To provide an appropriate environment for the student in terms of classroom 
and laboratory, library, art rooms, sports, theater, library and educational 
leader while providing green spaces in schools and this will enable us to reach 
the goal of 10%. 

3- Training the teaching staffs in all disciplines in a scientific and well-
thought manner. 

This comes by: 

- Opening the door for admission of the teaching staffs to complete the post- 
graduate studies for various disciplines required by the school to develop acting 
upon them at the expense and cost of the State and choosing countries advanced 
in this area. This comes through coordination between the Ministry of Education 
and Ministry of Higher Education and sending teachers at an average of 150 
teachers annually. This will enable us to achieve the target by 60%. 

- Opening developed administrative, professional and scientific course inside and 
outside the country at a rate of two per year for teachers and exploiting the 
summer vacation in strengthening the skills of teachers in these courses, which 
will enable us to achieve the target by 10%. 

- - Coordinating with civil society organizations to organize modern scientific 
dispatched and, missions which will enable us to reach the target by 20%. 

- - Increasing the moral and material support for excelling teaching staffs and 
this will help us to reach the target by 10%. 
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How can we get there? 

The General Directorate of Baghdad Education/ Al-Karkh 3, in cooperation with the 
USAID-funded GSP/Taqadum program has completed the Gap Analysis Model 
proposed by GSP/Taqadum to actively contribute to the gap analysis.  

This model’s importance in the delivery of services provided to the citizens lies in: 

Using the scientific technique in analyzing the elements causing the gap in the 
indicator of educational services in comparison with the standard; 

1- Identifying the priority for the elements impacting the creation of the gap in 
services through their power of impact. 

2- Developing immediate and long term solutions to handle the elements 
impacting the creation of gaps in order to reduce them; 

3- The analysis results that represent the immediate and long-term solutions will 
be inputs to prepare the respective service improvement plan in the province. 

The Directorate has relied on the use of average measurements that have been 
collected, with a focus on primary education in order to develop effective solutions 
to reduce the gap and improve the services provided to citizens through immediate 
and long solutions. The successful use of the model will lead to accurate results 
helping to determine the right, realistic, and executable solutions in reducing the 
gap and improving the service 

5- Training method 

A field inspection was conducted on the status quo of models from our Directorate’s 
schools which are (Imam Ali high school  and Abu Firas al-Hamdani primary school) 
qualitative reside in the provision of services and compare it with the standards has 
been installed the following: - Points 

 First// Imam Ali Primary School (Al-Hurriya) 

1.  infrastructure //- the condition of ceilings and walls are inappropriate 

- space of classroom is inadequate  

- the school is clean in general 

- School bathrooms are inappropriate 

2. Administrative and teaching staffs // 

- Administrative and educational staffs are appropriate 

- All teaching disciplines are available for all levels/appropriate  

- The school has educational researcher: appropriate 
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- There are continuous visits by educational supervisor: appropriate 

3. supplies and equipment // 

- students have access to all textbooks: appropriate 

- Students have access to stationery: appropriate 

- The school has a computer hall or lab: inappropriate 

- The school has a public school library: appropriate 

4. // activities 

- The school has extra- curricular activities: appropriate 

- The school conducts certain activities for outstanding students: appropriate 

- The school administration observes students helping each other: appropriate  

- School administration conducts a regular meeting for parents: appropriate 

5. School Health // 

- There are periodic visits by dentists and eye doctors to schools: appropriate 

- School works according to the school health program: appropriate 

- There is a health coordinator in the school: appropriate 

 

Second // Abu Firas al-Hamdani Primary School / Al-Hurriya 

-  
1.  infrastructure //- the condition of ceilings and walls are inappropriate 
- space of classroom is inadequate  
- the school is clean in general: partially 
- School bathrooms are inappropriate 
2. Administrative and teaching staffs // 
- Administrative and educational staffs are appropriate 
- All teaching disciplines are available for all levels/appropriate  
- The school has educational researcher: appropriate 
- There are continuous visits by educational supervisor: appropriate 
3. supplies and equipment // 
- students have access to all textbooks: appropriate 
- Students have access to stationery: appropriate 
- The school has a computer hall or lab: partially 
- The school has a public school library: appropriate 

-  
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4. // activities 
- The school has extra- curricular activities: appropriate 
- The school conducts certain activities for outstanding students: appropriate 
- The school administration observes students helping each other: appropriate  
- School administration conducts a regular meeting for parents: partially 
5. School Health // 
- There are periodic visits by dentists and eye doctors to schools: appropriate 
- School works according to the school health program: appropriate 
- There is a health coordinator in the school: appropriate 

Standards proposed for assessing the educational reality 

First// Imam Ali School/ Al-Hurriya 

1-  school building size 
- the numbers are larger than the required standard 
- space of school is less than the required standard though it is a 

secondary school for boys 
- space of the classroom is not commensurate with the required 

standard 
- average size of classroom is not commensurate with the standard 

2- administrative and teaching staffs 
- number of staffs is commensurate with the numbers of  students 
- there are specialist teachers for the material and curriculum 
- full administrative staffs 
- no school maintenance specialists 

 
3- teaching environment 

- no toilet per male student according to standard 
- no toilet per female student according to standard 
- no water faucet according to required standard 
- all students and teaching staffs feel they are respected and well 

treated 
- school provides opportunities to students to have a leadership 

role among their classmates 
-  

4- efficiency of teaching system 
- enrolment indicator is good 
- repetition and dropout indicator is good 

 

Second/Abi Firas Al-Himdani primary school/ Al-Hurriya 

1- school building size 
- the numbers are larger than the required standard 
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- space of school is less than the required standard though it is a 
secondary school for boys 

- no space required for students 
- average size of classroom is not commensurate with the standard 

2- administrative and teaching staffs 
- number of staffs is commensurate with the numbers of  students 
- there are specialist teachers for the material and curriculum 
- full administrative staffs 
- no school maintenance specialists 

3- teaching environment 
- no toilet per male student according to standard 
- no toilet per female student according to standard 
- no water faucet according to required standard 
- all students and teaching staffs feel they are respected and well 

treated 
- school provides opportunities to students to have a leadership 

role among their classmates 
4- efficiency of teaching system 

- enrolment indicator is good 
- repetition and dropout indicator is good 

Recommendations proposed by Taqadum for immediate solutions 

1. Issuing a resolution of the Council of Ministers including the granting of authority 
to the governor or the Minister of Education to acquire land for constructing school 
buildings and educational institutions 
2. forming a committee for coordination between all relevant departments to facilitate 
the task of the person donating the  land and transferring the ownership of the land to 
the Ministry of Education to build schools on its. 
3. Issuing a resolution of the Council of Ministers including non-promotion of teachers 
and university teachers to sixth grade and primary school teacher to the seventh grade 
unless he is serving two years in outlying areas, and three years in remote areas 
4. Re-activating the comprehensive schools system because of its impact on the 
development of the capacities and capabilities of the pupils and raising their 
academic level by applying the halls system, spaciousness of the area and providing 
all requirements related to the modern school. 
5. Coordinating between the Ministries of Education and Higher Education in terms 
of increasing student’s admission in the Faculties of Education for the departments of 
English language and kindergartens and first grade teachers due to the shortages. It is 
also possible to enroll some teachers having general specializations in rehabilitation 
and development courses for the teaching of English language 

 

6. Activating the educational supervision through the application of experience of critical 
friend who contributes to the development of a plan for the development of the school 
and assessing the teaching faculties in a way that would achieve the desired goals 
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7. Activating the role of school administration by delegating powers to school principals 
through the school- based management project to apply the principle of decentralization 

8. Constructing new schools able to accommodate the large number of pupils at being able 
to get a land plot (acquiring it) as the number of pupils in some schools reached 80 per 
classroom due to population growth and the large number of displaced people, or studying 
the possibility of building a second floor in the schools that withstand construction and 
taking advantage as much as possible of the vast yards in some schools to increase the 
number of classrooms and reduce the gap currently existing, or taking advantage of 
caravans in the future for many purposes (stores- science labs or library) and using the 
prefabricated (light structure) construction, which takes approximately six months for 
completion to be executed by reputable companies or renting some buildings. 

9. coordinating with the Municipality of Baghdad on some simple things required by the 
school like paving the school entrance, plantation or clearing the bathrooms. 
10. Increasing the teaching aids and illustrations that make the school environment 
attractive for the pupil and to reduce the dropouts. These means will make the pupil 
love his lessons in addition to drilling the material in him. 
11. The provincial education Directorates make serious efforts to distribute the teaching 
cadres fairly as it was noticed during the visits to some schools that there was a surplus 
in teachers in some schools against a lack of teaching staff in other schools. 

12. Studying the possibility of making the curricula easier for some subjects due to the 
presence of difficulty in some curricula that makes the pupil complain, and thinking hard 
about how to facilitate the material to the student so that he can be able to absorb and 
make use of it and thus he will love these materials. 

13. Increasing the development courses for teachers that introduce him to modern 
teaching methods and to be familiar with them, and seeking to apply them and provide 
their requirements as much as possible. 
14. Increasing the class time which is now (40) minutes, as it is not enough for the pupil 
to learn, not to mention the attendance pressure which reaches (6-7) classes a day and this 
would strain the pupil in the advanced grades of primary level. 
15. Paying attention by school administrations to pupil bathrooms, and the Educational 
Supervision must visit these bathrooms when they are visiting the schools as we have 
noticed during our field visits to some schools that the bathrooms are almost completely 
neglected while in others they are clean but locked to pupils, with many excuses from 
school administrations that there is no water or taps and no ventilators. The lighting is 
almost non-existent, and infection allocations for those in charge of cleaning them must 
be given. 

16. Combating violence among pupils by correct scientific means, which reached to 
breaking the doors, windows and climbing on the ceiling fans and breaking speed 
regulators of the fans and the circuits too.... etc through exploring the pupil’s psychology 
and upbringing him correctly as upbringing comes before education, and taking advantage 
of the child-friendly schools project and circulating it to the rest of the schools which total 
now (39). 



Service Improvement Plan for Baghdad education/ Al‐Karkh 3 – latest version 21‐2‐2915 

17. Increase lighting in the classroom because most of the schools visited are lacking in 
lighting although there are neon and bulbs but unfortunately they are out of order and that 
is why you see the classrooms as if they are bedrooms in which the pupils tend to 
drowsiness.. 

18. Paying attention to infrastructure of schools and conducting periodic maintenance 
works, as we noticed several leakages from ceilings in addition to the large number of 
damp areas. The roofs of some schools have not been repaired, with the termites crawling 
on the walls. 

19. Implanting the national feeling in the pupil so that he knows that his school is his 
second home and that he must keep it tidy. This comes through educating the pupils at 
events and flag-hoisting ceremonies, and to hold the defaulting pupil responsible. 

20. The wall-mounted electricity wires inside the classrooms must be repaired as they pose 
a major threat to the pupils and to assign monitors in each classroom, with teachers rotating 
and moving between the classrooms and yards to reduce bullying by pupils with each other 
during the intervals. 

21. The need to make sudden field visits to schools by the Educational Supervision or 
some officials in Education Directorate to see the reality of the schools, some of which are 
in a lamentable condition,  and pursuing the principle of reward and punishment for the 
good school administrations and for bad schools. 

22. the need to increase logistic support to schools to enable them to make expansions in 
schools or build a second floor to accommodate the large number of pupils, or buying 
scientific books for the libraries or buying computers. 

23. Paying attention to the need to set aside computer rooms and to encourage the pupils 
to use them because most of the schools visited have no computer room and some have no 
library, and it available it is too small for books. 

23. Increasing the money and allocations for education directorates so that they can 
perform maintenance on the school buildings and buy whatever is necessary. 

24. Paying attention to the arts and sports classes, which would attract the pupil and make 
him gain fitness and be sentimental, especially that some schools contain spaces to 
exercise basketball, volleyball or football or other types of sports. 

25. Increasing the number of cleaning and service workers in schools and the need for a 
technician in the school to repair the wash stands or take care of the water tanks 

26. Not to rely on electricity from the National grid at schools due to frequent outages and 
volatility. It is possible to use electricity from private generators after collecting monthly 
nominal fees from the pupils after discussing this matter with their parents and taking their 
approval. 
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27. The need for a workshop to repair the broken desks in schools or at the domain of each 
directorate. 

 

 

 


